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Introduction  and  Executive  Summary 

In  her  first  policy  initiative  as  Governor  of  Massachusetts,  Jane  Swift  established  an  interagency 
Task  Force  to  Reform  Adult  Education  and  Worker  Training.  The  Task  Force  was  created  to 
address  the  growing  disparity  between  the  demands  of  a  rapidly  changing  workplace  and  the 
limited  skills  of  many  workers. 

This  skills  gap  has  reached  alarming  proportions.  According  to  a  recent  study  published  by 
MassINC1,  1.1  million  Massachusetts  workers— fully  one-third  of  the  state's  workforce— lack  the 
skills  needed  to  perform  jobs  in  today's  technology-driven  economy.  In  the  past,  this  hole  in 
the  labor  market  could  be  filled  by  a  growing  population.  But  today,  the  Commonwealth's 
population  growth  has  slowed  to  a  trickle.  What  growth  we  do  have  is  driven  by  immigrants, 
many  of  whom  lack  even  the  most  basic  command  of  English.  As  a  result  of  these  factors, 
critical  sectors  of  our  economy  are  facing  limits  to  their  growth  and  competitiveness,  brought  on 
by  acute  worker  shortages  in  key  job  categories. 

The  threat  to  our  overall  economic  health  is  only  half  the  skills-gap  story.  The  other  half  is 
more  personal  and  compelling.  Without  a  solid  set  of  marketable  job  skills,  thousands  upon 
thousands  of  workers  and  their  families  will  face  lives  of  limited  possibilities.  To  be  sure, 
workforce  development  is  about  ensuring  that  Massachusetts  businesses  stay  competitive  and 
stay  here.  But  it  is  also  about  ensuring  expanded  opportunities  for  working  families. 

The  existing  workforce  development  system  was  built  to  serve  the  needs  of  the  unemployed. 
Today,  that  focus  needs  to  be  complemented  by  a  new  emphasis  on  upgrading  the  skills  of  the 
many  incumbent  workers  who  do  not  have  the  competencies  they  need  to  build  productive 
careers  in  today's  job  market. 

The  broad  membership  of  the  Task  Force  brought  together  agencies  involved  in  workforce 
development  and  education,  in  order  to  help  design  an  integrated  system  of  lifelong  learning 
opportunities.  A  more  coordinated  approach  is  essential,  because  the  single  most  important 
thing  we  can  do  to  strengthen  the  quality  of  our  workforce  is  to  address  the  pervasive  and 
persistent  weaknesses  in  adult  literacy  and  numeracy. 


1  John  Comings,  Andrew  Sum  &  Johan  Uvin,  New  Skills  for  a  New  Economy:  Adult  Education's  Key  Role  in  Sustaining  Economic 
Growth  and  Expanding  Opportunity.  (Massachusetts  Institute  for  a  New  Commonwealth)(December  2000).  Report  is  available  at 
http://www.massinc.org. 


Of  course,  this  problem  is  best  addressed  at  the  source,  while  young  people  are  still  in  school. 
That  is  why  the  Administration  is  so  sharply  focused  on  putting  in  place  meaningful  academic 
standards,  along  with  an  assessment  and  accountability  system,  to  ensure  that  all  students  are 
given  the  educational  opportunities  they  need  and  deserve.  Workers  who  lack  these  skills 
bump  up  against  barrier  after  barrier  in  the  job  market,  and  are  forced  to  look  to  adult 
education  programs  to  overcome  the  gaps  in  their  K-12  experience.  In  short,  in  today's  world, 
competency  in  English  and  math  is  no  longer  optional.  Indeed,  it  is  the  essential  building  block 
of  economic  opportunity. 

The  workforce  development  system  has  grown  up  over  the  years  on  an  ad  hoc,  piecemeal 
basis,  resulting  in  dozens  of  discrete,  often  disconnected,  programs  run  by  a  wide  variety  of 
independent,  but  overlapping  state  and  local  agencies.  The  result  is  a  non-system  that  is 
difficult  to  access  for  both  workers  and  employers.  Moreover,  although  there  are  many  high- 
functioning  programs,  the  whole  adds  up  to  less  than  the  sum  of  its  parts. 

The  Task  Force's  recommendations  are  designed  to  begin  the  process  of  building  an  integrated 
workforce  development  system  that  addresses  the  needs  of  the  employed  and  unemployed, 
alike.  This  theme  of  integration  takes  several  forms  and  affects  all  levels  of  the  workforce 
development  system: 

•  Integrated  state  policy-making,  through  gubernatorial  leadership  of  a  strengthened 
State  Workforce  Investment  Board. 

•  Integrated  resources,  through  a  new  competitive  grant  fund  supporting  career-ladder 
programs. 

•  Integrated  service  delivery 'at  the  local  level,  through  regional  and  cross-regional 
industry  teams  involving  multiple  companies,  agencies  and  programs. 

•  Integrated  performance  measures  that  cut  across  programs  and  agencies. 

Specifically,  the  Task  Force  recommends  the  following: 

1.  Commit  to  the  goal  of  an  integrated  workforce  development  system,  where  each 
program  and  agency  supports  a  common  mission  and  strategic  purpose,  with 
funding  resources  aligned  to  these  shared,  measurable  objectives. 

2.  Build  the  capacity  of  the  State  Workforce  Investment  Board  (SWIB)  to  assume  a 
leadership  role  in  the  development  of  workforce  policy,  by  designating  the  Governor 
SWIB  co-chair  (along  with  an  appointed  business  leader)  and  by  establishing  a  special 
committee  to  stimulate  systemic  reform  through  the  allocation  of  competitive  grant 
awards. 

3.  Launch  the  Building  Essential  Skills  through  Training  (BEST)  Initiative  to  help  meet  the 
demand  for  more  highly  skilled  workers  through  a  model  of  integrated  job  training  and 
adult  education  services.  By  pulling  together  $3.5-to-$7.0M  from  a  variety  of 
existing  programs,  BEST  will  support  regional  proposals  that  give  front-line  workers  a 
foundation  of  skills  to  achieve  wage  and  career  advancement,  while  reducing  persistent 
job  vacancies  in  key  sectors.  This  small  pool,  which  will  be  managed  by  the  SWIB  in 
collaboration  with  Commonwealth  Corporation,  is  a  downpayment  on  a  $30M  proposal 
included  in  the  Governor's  supplemental  budget  bill. 
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4.  Create  consistent  and  meaningful  performance  measures  that  apply  system-wide, 
including  the  expanded  use  of  wage  record  data  to  track  the  income  effects  of 
various  training  programs. 

5.  Conduct  a  comprehensive  review  of  existing  workforce  programs  to  evaluate  program 
effectiveness  using  system-wide  performance  measures  and  to  determine  how 
well  each  program  supports  the  core  objectives  of  the  overall  workforce  development 
system.  Such  a  review  will  also  explore  barriers  to  expanded  system  capacity, 

including  the  limited  access  of  providers  to  investment  capital. 

6.  Reduce  the  waiting  list  for  GED  and  literacy  programs  by  enacting  the  Governor's 
supplemental  budget  bill,  which  includes  an  additional  $22  million  for  the  Adult  Basic 
Education  system. 


The  bottom  line  is  that  Massachusetts'  future  will  increasingly  depend  on  our  ability  to  maximize 
the  potential  of  the  existing  workforce.  We  don't  have  a  single  worker  to  waste. 
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Mission  of  Task  Force 


On  April  11,  2001,  Governor  Jane  Swift  created  an  inter-agency  Task  Force  to  Reform  Adult 
Education  and  Worker  Training,  and  charged  it  with  reviewing  existing  state  and  federal  training 
programs  to  determine  how  they  can  better  serve  working  families  and  businesses. 

The  primary  goals  for  the  Task  Force  set  forth  by  the  Governor's  Executive  Order  included: 
assessing  existing  adult  education  and  training  services;  analyzing  funding  streams  to  identify 
and  leverage  existing  resources;  reviewing  performance  measures  to  ensure  accountability  and 
effective  service  delivery;  and  evaluating  the  overall  structure  of  the  workforce  development 
system. 

Full  meetings  of  the  Task  Force  were  chaired  by  the  Governor  and  included  representatives 
from  11  state  agencies  (a  list  of  members  is  included  in  Appendix  A).  In  addition  to  regular 
meetings  of  the  full  Task  Force,  members  divided  into  three  working  groups  to  carry  out 
research  and  develop  recommendations.  The  working  groups  investigated  three  key  topics: 

Incumbent  Workers  (Chair:  Jonathan  Raymond,  Commonwealth  Corporation) 
Goal:  To  develop  an  integrated  strategy  for  expanding  and  improving  partnerships  with 
employers,  in  order  to  make  education  and  training  services  more  accessible  and  effective  for 
employed  workers. 

Performance  Measures  (Chair:  Jack  King,  Department  of  Employment  and  Training) 
Goal:  To  identify  a  common  set  of  core  performance  standards  and  metrics  that  apply  to  all 
agencies,  and  propose  a  system  for  collecting,  aggregating,  analyzing  and  reporting  these  data. 

Resource  Management  (Chair:  Steve  Crosby,  Administration  and  Finance) 

Goal:  To  review  existing  and  potential  resources  and  recommend  alternative  approaches  to 

flexibly  and  productively  allocating  funds  to  strengthen  overall  system  capacity. 

The  three  working  groups  conducted  numerous  meetings  with  partners  and  stakeholders  (listed 
in  Appendix  B).  Valuable  information  was  gleaned  from  research  literature  in  the  field  and  best 
practices  in  other  states.  The  working  groups  also  surveyed  all  relevant  Massachusetts  state 
agencies  to  create  an  inventory  of  existing  programs  and  measurement  tools.  The  Task  Force 
staff,  building  on  the  work  of  the  State  Workforce  Investment  Board,  generated  an  overview  of 
federal  and  state  expenditures  for  Fiscal  Year  2001  related  to  adult  education  and  workforce 
development  activities  in  the  Commonwealth  (Appendix  C). 


Governor's  Task  Force  to  Reform  Adult  Education  and  Worker  Training 


Key  Findings 


The  major  findings  of  the  Task  Force  focus  on  the  existing  characteristics  and  challenges  of 
Massachusetts'  labor  market,  and  the  capacity  of  the  Commonwealth's  workforce  development 
system  to  deliver  effective  training  and  education  services. 

Challenging  Labor  Market  Demographics 

>  1.1  million  workers  in  MA  without  basic  math  and  literacy  skills.  According  to  the 
MassINC  report,  more  than  a  third  of  the  state's  3.2  million  workers  lack  the  necessary  skills 
to  compete  for  jobs  in  today's  rapidly  changing  economy.  The  New  Skills report  identified 
three  categories  of  individuals  who  make  up  the  1.1  million  workers  with  limited  skills: 
recent  immigrants  who  have  limited  English  proficiency  (see  below),  adults  lacking  a  high 
school-level  credential,  and  individuals  in  the  workforce  who  lack  basic  competency  in 
English  or  math. 

>  The  Massachusetts  labor  force  is  growing  at  a  much  slower  rate  than  is  the  case 
in  most  other  states.  The  Massachusetts  labor  force  increased  only  one-seventh  as  fast 
as  labor  force  growth  in  the  nation  during  the  1990s.  In  the  short  term,  slow  labor  force 
growth  leads  to  labor  and  skill  shortages  in  certain  key  positions.  In  the  longer  term, 
growth  of  the  economy  is  closely  tied  to  increases  in  the  supply  of  qualified  workers.  Slow 
labor  market  growth  threatens  to  limit  the  ability  of  businesses  to  prosper  within  the  state 
and  thus  is  a  threat  to  our  overall  economic  health.2 

>  Foreign  immigration  is  an  increasingly  important  component  of  the  state's  labor 
force  and  population  growth.  Foreign  immigrants  have  accounted  for  nearly  all  of  the 
net  growth  in  the  state's  labor  force  over  the  last  ten  years  -  more  than  80  percent  of  the 
state's  1.5  percent  increase  in  the  size  of  the  labor  force  since  1990  came  from  foreign 
immigration.3  More  than  250,000  new  immigrants  have  relocated  to  Massachusetts  in  that 
period.  Many  immigrants  are  coming  directly  to  the  state  with  limited  English  skills.  More 
than  half  of  the  immigrants  also  lack  a  high  school  credential  or  are  not  literate  in  their 
native  language.  The  workforce  implications  of  this  demographic  shift  are  considerable, 
since  the  demand  for  ESOL  -  while  increasing  as  a  direct  result  of  in-migration  -  is 
compounded  by  a  need  for  literacy  and  basic  skills  improvement  over  and  above  English 
proficiency. 

>  A  rapidly  changing  and  increasingly  specialized  job  market.  Constant  technological 
advances  and  increasingly  competitive  global  markets  have  increased  pressure  on 
businesses  to  continuously  improve  and  customize  their  methods  of  operation  production. 
As  a  result,  educational  and  skill  requirements  vary  from  industry  to  industry,  while  the 
overall  level  of  proficiency  is  constantly  changing  and  rising. 

Limited  Capacity  to  Support  an  Integrated  Workforce  Development  System 

>  Workforce  system  as  a  whole  is  less  than  the  sum  of  its  parts.  It  is  generally 
accepted  that  today's  workforce  development  lineup  is  a  hodge-podge  of  disjointed, 
competing  organizations  and  agencies  at  the  state,  regional  and  local  levels. 


2  Andrew  Sum,  The  Road  Ahead:  Emerging  Threats  to  the  Massachusetts  Economy  (Massachusetts  Institute  for  a  New 
Commonwealth)(1998). 

3  Andrew  Sum  &  W.  Neal  Fogg,  The  Changing  Workforce:  Immigrants  and  the  New  Economy  in  Massachusetts.  (Research  report 
published  by  Citizens  Bank  &  Massachusetts  Institute  for  a  New  Commonwealth)(1999). 
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One  key  issue  in  Massachusetts  is  that,  to  a  large  degree,  investments  in  the  workforce 
have  been  driven  by  federal  -  and  not  state  -  policy.  Manpower  Training,  Job  Training  and 
Partnership  Act  (JTPA),  welfare  reform  and  Welfare-to-Work,  and  the  Workforce  Investment 
Act  have  historically  made  the  largest  policy  and  financial  contributions  to  the  adult 
education,  job  placement  and  training  services  offered  in  the  state. 

As  a  result,  the  state  lacks  a  clear  strategic  mission  to  guide  service  delivery.  Compounding 
the  problem  is  the  absence  of  unified  leadership,  responsible  for  overseeing  policy  and 
pulling  the  "system'7  together. 

Structural  barriers  to  collaboration  and  integration  of  services.  A  wide  variety  of 
program  resources  exist,  but  they  are  segregated  into  distinct  silos,  with  each  program 
tending  to  focus  on  a  single  short-term  need.  For  example,  federal  or  state  funding  tends 
to  be  for  job  placement  OR  basic  skills  training  OR  literacy,  etc.  Each  funding  stream 
discourages  integration  of  services  because  of 
the  separate  and  distinct  use  restrictions  and 


reporting  requirements,  which  make  it 
confusing  and  difficult  to  creatively  combine 
services.  If  this  is  not  enough,  the  various 
state  and  federal  funding  streams  are 
administered  and  managed  by  at  least  11 
different  state  agencies. 

No  ongoing,  comprehensive  effort  to 
evaluate  either  the  short-term  or  long- 
term  impact  of  training  and  workforce 
investments.  A  key  reason  for  this  is  the 
absence  of  common  performance  standards  and 
data  that  cut  across  all  programs.  For  example, 
under  current  data  collection  methods  and 
reporting  requirements,  almost  all  job 
placement  and  training  programs  use  the  status 
of  "entered  employment"  as  a  performance 
measure.  Welfare-to-Work  characterizes  this  as 
attaining  a  job  for  at  least  30  hours  per  week. 
The  state  Department  of  Transitional  Assistance 
specifies  40  hours,  but  more  than  one  job  can 
be  combined  to  meet  the  criteria.  WIA 
regulations  do  not  stipulate  a  specific  number 
of  hours  to  define  employment.  Massachusetts 
Rehabilitation  Commission  requires  35  hours  of 
work  per  week  without  any  wage  subsidy.  The 
Department  of  Education  asks  clients  to  self- 
report  their  employment  status  without 
definition  of  hours. 


A  Focus  on  Incumbent  Workers 

After  spending  10  years  as  a  stitcher  in 
China,  one  recent  immigrant  to  the 
Boston  area  continues  to  struggle  with 
employment.  Surviving  on  limited  English 
ability  and  limited  job  skills,  she  has  been 
pushed  from  one  low-skilled  job  to 
another,  due  to  layoffs.  In  hopes  of 
improving  her  job  skills  and  employment 
stability,  she  went  to  JobNet  to  access  the 
services  offered  through  this  One-Stop 
Career  Center.  JobNet  enrolled  her  in  a 
six  month  ESL  program  at  the 
International  Institute  of  Boston,  funded 
by  WIA  Title  I  training  funds.  Upon 
completion  of  the  ESL  training,  her 
unemployment  insurance  ran  out.  With  a 
family  to  support,  she  could  not  afford  to 
spend  time  out  of  work  in  an  occupational 
training  program.  Though  her  English 
has  improved,  her  occupational  skills 
remain  poor.  Currently  she  works  as  a 
housekeeper  in  a  Boston  hotel,  but  is 
again  facing  a  lay-off.  As  an  incumbent 
worker,  she  needs  access  to  a  workplace 
training  program  that  will  help  improve 
her  skills,  while  she  continues  to  earn  a 
paycheck. 
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Recommendations 


The  Task  Force's  recommendations  are  designed  to  begin  the  process  of  building  an  integrated 
workforce  development  system  that  addresses  the  needs  of  the  Massachusetts  labor  force  and 
private  employers. 

1.  Commit  to  the  development  of  an  integrated  workforce  system  so  that  each 
programmatic  activity  at  the  various  agencies  supports  a  common  mission  and  strategic 
purpose,  with  funding  resources  aligned  to  explicit,  measurable  statewide  objectives.  In  an 
integrated  system,  decisions  about  investing  public  funds  need  to  be  based  on  a  data-driven 
analysis  of  need,  a  clear  understanding  of  system-wide  priorities,  and  a  targeting  of 
resources  for  the  greatest  overall  impact. 

2.  Build  the  capacity  of  the  State  Workforce  Investment  Board  (SWIB)  to  assume  a 
leadership  role  in  the  development  of  workforce  policy.  If  the  state  is  to  take  greater 
responsibility  for  setting  standards  and  aligning  the  various  adult  education  and  workforce 
programs  to  meet  a  common  set  of  strategic  objectives,  there  needs  to  be  a  single  agency 
that  has  the  capacity  to  lead  and  the  ability  to  strengthen  the  public-private  partnerships 
that  are  so  crucial  to  the  system's  success.  The  SWIB  is  well-positioned  to  take  on  this  role, 
provided  the  following  actions  occur: 

>  Create  Co-chair  positions  shared  by  the  Governor  and  an  appointed  business  leader  (Len 
Wilson) 

>  Establish  a  SWIB  committee  to  stimulate  systemic  reform  through  the  allocation  of 
competitive  grant  awards 

>  Execute  the  next  phase  of  the  SWIB  mission  to  plan  and  guide  an  integrated  workforce 
system 

During  the  past  year,  the  SWIB  has  successfully  put  in  place  the  infrastructure  to  implement 
the  new  federal  Workforce  Investment  Act.  The  next  phase  of  its  mission  is  to  provide 
leadership  in  developing  policies  and  goals  that  will  support  continuous  improvement.  The 
Executive  Committee  of  the  Board  should  assume  the  responsibility  of  shaping  and 
stewarding  a  strategic  vision  for  the  workforce  development  system,  which  should  serve  as 
a  common  denominator  for  adult  education  and  workforce  services  across  all  state  agencies. 

3.  Launch  a  new  initiative  to  help  meet  the  demand  for  more  highly  skilled  workers 
through  a  model  of  integrated  workforce  development  services.  The  Task  Force 
designed  the  Building  Essential  Skills  through  Training  (BEST)  Initiative  to  carry  out  this 
recommendation.  The  Initiative  will  fund  regional  proposals  that  give  front-line  workers  a 
foundation  of  skills  to  achieve  wage  and  career  advancement,  while  reducing  persistent  job 
vacancies  in  key  sectors.  BEST  leverages  existing  resources  currently  housed  under  various 
state  agencies  to  model  system  reform  and  stimulate  the  integration  of  existing  services.  It 
also  encourages  greater  investment  by  employers  to  develop  the  skills  of  their  front-line 
workers. 
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OBJECTIVES  OF  THE  BEST  INITIATIVE 

The  overarching  objectives  of  the  BEST  Initiative  emphasize  the  importance  of  learning  in 
the  workplace  to  achieve  basic  literacy,  numeracy  and  job  specific  skills,  while  giving 
applicants  the  flexibility  to  craft  a  design  to  suit  their  own  circumstances.  The  Initiative 
supports  the  following  objectives: 

>  An  Integrative  Approach,  by  creating  partnerships  among  agencies,  companies, 
workforce  investment  boards,  elected  public  officials,  higher  education,  and  public  and 
private  providers. 

>  Career  Advancement,  by  seeking  applications  from  partnerships  that  support  career 
pathways  within  industries  or  occupations. 

>  Capacity  Building,  through  the  provision  of  technical  assistance,  the  dissemination  of 
best  practices,  and  the  strategic  investment  of  resources. 

>  Sustained  Investment,  through  a  local  match  requirement  to  ensure  joint 
ownership  and  sustainability  of  education  and  training  activities  supported  by  BEST.  A 
local  match  may  include  in-kind  or  monetary  contributions  from  higher  education  or 
private  sector  partners,  H1B  visa  awards  and  other  grants  received  by  local  workforce 
investment  boards,  or  other  design  elements,  such  as  user  fees.  The  goal  of  this  co- 
investment  is  to  strengthen  local  partnerships  and  to  ensure  that  training  continues  after 
the  initial  two  year  funding  grant. 

CRITERIA  FOR  PROPOSALS 

In  the  competitive  grant  process,  proposals  will  be  evaluated  based  on  their  ability  to  meet 
specific  criteria,  which  ensure  that  funded  proposals  are  aligned  with  the  objectives  of  the 
BEST  Initiative.  Nevertheless,  the  grant  process  is  flexible  enough  to  accommodate  the 
specialized  needs  of  industries  or  regions.  The  Initiative  is  a  competitive  grant  process 
based  on  incentives  to  collaborate  and  generate  best  practices,  in  addition  to  meeting  the 
following  criteria: 

>  Locally  facilitated  by  one  or  more  local  workforce  investment  board  (LWIB)  and/or 
local  elected  officials 

>  Industry  focused,  within  or  across  regions 

>  Data  driven,  using  labor  market  research,  available  through  Department  of 
Employment  and  Training 

>  Emphasis  on  workplace  learning  and  basic  skills,  including  literacy,  ESOL  and 
numeracy  skills 

>  Create  links  between  existing  programs/services  -  Adult  Basic  Education 
Providers,  Community  Colleges,  Community  Based  Organizations,  Non-profits,  Industry 
associations,  One-Stop  Career  Centers,  Labor  Organizations 

>  Outcome-based,  with  focus  on  increased  wages 

>  Leverage  resources,  by  taking  advantage  of  existing  regional  assets,  such  as 
community  colleges  and  other  higher  education  institutions 
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IN-KIND 
CONTRIBUTIONS 


DTA  (ESP) 


FUNDING  STRUCTURE 

The  funding  structure  for  the  BEST  Initiative  seeks  to  integrate  state  and  federal  resources 
and  encourage  various  state  agencies  to  collaborate  in  the  allocation  of  existing  dollars. 
The  Task  Force  members  agreed  to  reserve  uncommitted  dollars  at  various  agencies  for  use 
in  the  BEST  Initiative.  Proposals  will  be  funded  with  the  most  appropriate  revenue  sources 
determined  during  the  review  process. 

The  SWIB  will  award  two-year  FIGURE  1.1 

grants  from  two  distinct  resource 
pools  gathered  together  by  the 
Initiative  (see  Figure  1.1).  The  core 
of  flexible  funding,  totaling  $3.5 
million  dollars,  is  drawn  from  the 
Department  of  Labor  and  Workforce 
Development  (DLWD)  through  federal 
WIA  funds,  the  Workforce  Training 
Fund  administered  by  the  Department 
of  Employment  and  Training  (DET), 
and  Adult  Basic  Education  (ABE) 
housed  in  the  Department  of 
Education. 

A  second  layer  of  specialized 

funding  (approximately  $3.5  million 

dollars)  comes  with  more  restrictions  on  potential  activities  or  populations  served.  These 

funds  come  from  a  variety  of  sources  including  the  Department  of  Transitional  Assistance 

(DTA),  the  H1B  federal  initiative,  National  Incentive  Grants,  employer  matches,  and  in-kind 

or  monetary  contributions  from  other  partners  including  LWIBs  and  community  colleges. 

The  BEST  Initiative  encourages  creative  and  integrative  proposals  that  cut  across  traditional 
agency  services  and  client  populations  by  pooling  agency  resources  and  creating  a  review 
process  that  involves  multiple  state  agencies.  While  the  BEST  Initiative  draws  together  up 
to  $7  million,  it  is  at  most  a  downpayment  on  the  investment  required  to  drive  systemic 
reform  and  meet  the  education  and  training  needs  of  today's  workforce. 


NATIONAL 
INCENTIVE 
GRANT(S) 


EMPLOYER 
MATCH 


H1B 


SYSTEMWIDE  IMPACT 

The  Task  Force  believes  that  the  full  implementation  of  the  BEST  Initiative  is  critical  to 
systemic  reform  and  improvement.  Therefore,  members  pooled  together  up  to  $7 
million  to  launch  the  Initiative  immediately.  To  have  a  lasting  impact,  however,  a 
much  greater  investment  of  resources  is  required.  The  Governor  recently  proposed  a 
plan  to  use  $30  million  of  the  2001  state  surplus  for  the  BEST  Initiative  (described 
above),  and  the  Task  Force  calls  on  the  Legislature  to  approve  this  investment. 


JS&&T 
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GRANT  IMPLEMENTATION: 

Applicant: 

Regional  Industry  Teams 

Grant  Administrator: 

LWIBs 

Fund  Administrator: 

Commonwealth  Corporation 

Governing  Board: 

SWIB 


GRANT  PROCESS 

1.  Grant  applicants  design  a  proposal  as  a  "regional 
industry  team." 

2.  LWIBs  solicit  or  initiate  proposals,  provide  technical 
assistance,  and  work  hand-in-hand  with  teams  to 
facilitate  collaboration. 

3.  Proposals  are  screened  by  Commonwealth  Corporation, 
a  quasi-public  organization  governed  by  a  Board  of 
Directors  that  includes  several  state  agency  heads  and 
business  leaders.  Commonwealth  Corporation  also 
provides  technical  assistance  to  LWIBs,  and  makes 
recommendations  on  proposals  to  the  SWIB  grant 
committee. 

4.  The  SWIB  committee  selects  winning  proposals  and  authorizes  the  release  of  appropriate 
funds. 

5.  Commonwealth  Corporation  invoices  appropriate  agencies  and  oversees  accountability 
and  reporting  requirements  for  grants. 

6.  LWIBs  oversee  and  facilitate  the  implementation  of  funded  programs  and  collect  relevant 
performance  data. 

In  summary,  the  structure  and  process  of  the  BEST  Initiative  leverages  existing  resources 
currently  housed  under  various  state  agencies  to  model  system  reform  and  stimulate  the 
integration  of  service  delivery.  In  addition,  the  expectation  of  public-private  partnerships 
and  co-investment  will  help  to  sustain  newly  created  training  and  education  activities 
beyond  the  life  of  the  grant. 


A  BEST  Model 

In  several  areas  of  the  state,  there  are  already  training  initiatives  that  model  some  of 
the  key  elements  of  the  BEST  Initiative.  One  such  example  is  Worklinks  to  Plastics,  a 
collaboration  between  the  Twin  Cities  CDC,  Mt.  Wachusett  Community  College,  and 
North  Central  LWIB.  This  initiative  is  focused  on  incumbent  and  entry-level  workers 
employed  by  the  various  plastics  manufacturers  in  the  area.  The  partnership  spans 
the  public-private  sectors  and  is  funded  by  several  state  and  federal  sources.  The 
training  initiative  has  been  instrumental  in  supplying  skilled  labor  to  the  local  plastics 
firms  and  in  improving  the  career  prospects  of  entry-level  workers. 
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4.  Create  consistent  and  meaningful  performance  measures  to  apply  system-wide. 

The  need  to  evaluate  the  effectiveness  of  state  and  federal  investments  in  adult  education 
and  workforce  development  activities  is  not  possible  using  the  distinct  measurement  tools 
employed  by  each  agency.  The  Task  Force  has  already  made  significant  progress  toward 
implementing  this  recommendation. 

S  Drafted  a  Memorandum  of  Understanding  between  Department  of  Revenue  (DOR)  and 
DET  to  allow  DET  to  use  wage  record  data  for  purposes  of  tracking  wage  effects  of 
workforce  programs. 

S  Identified  relevant  agencies  and  programs  to  be  included  in  integrated 
measurement  system. 

S  Built  an  inventory  of  existing  measurement  tools. 

S  Outlined  barriers  to  the  collection  of  meaningful  performance  data,  including 
inconsistent  definitions  of  terms  (e.g.,  what  is  employment?),  inadequate  links  between 
existing  agency  management  information  systems  (MIS)  and  restricted  access  to  data, 
due  to  confidentiality  and  privacy  concerns. 

The  Performance  Measures  Working  Group  identified  the  major  steps  and  key  tasks  needed 
to  arrive  at  common  measurement  tools,  which  are  discussed  in  the  following  section,  titled 
Next  Steps. 

5.  Comprehensive  review  of  existing  workforce  programs  by  the  5WIB  to  program 
effectiveness  and  the  extent  to  which  various  programs  support  the  shared  mission  and 
statewide  objectives  of  the  workforce  development  system. 

The  Task  Force  and  Tactical  Planning  committee  of  the  SWIB  have  already  started  this 
process  by  cataloguing  state  supported  workforce  programs  and  documenting  their 
resources  and  services  (see  Appendix  C).  State  agencies  are  also  embarking  on  a  broad- 
based  performance  review  of  programs  and  activities  as  part  of  the  Managing  for  Results 
Initiative,  spearheaded  by  Administration  and  Finance. 

One  known  limitation  on  program  effectiveness  is  the  inability  of  many  successful  providers 
to  expand  capacity,  in  order  to  meet  demand.  As  part  of  its  comprehensive  program 
review,  the  SWIB  should  also  examine  alternatives  for  expanding  provider  access  to  new 
sources  of  investment  and  capital  financing. 

6.  Expand  adult  education  opportunities  in  the  Commonwealth.  The  MassINC  report 
outlines  the  challenges  we  face  in  providing  literacy,  numeracy  and  adult  education  for  the 
thousands  of  people  who  are  languishing  on  waiting  lists.  We  cannot  meet  this  challenge 
with  the  existing  resources  (see  Appendix  D).  The  Governor  has  proposed  investing  $22 
million  of  the  2001  surplus  in  the  Adult  Basic  Education  system,  and  the  Task  Force  calls  on 
the  legislature  to  endorse  her  plan. 
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Next  Steps 

The  following  Next  Steps  are  required  to  implement  the  recommendations  of  the  Task  Force. 

1.  Strengthen  the  SWIB 

>  Issue  an  Executive  Order  to  create  co-chair  positions  on  the  SWIB,  to  be  held  by  the 
Governor  and  an  appointed  business  leader  (Len  Wilson) 

>  Amend  the  By-laws  of  the  SWIB  to  create  a  standing  committee  for  the  Building  Essential 
Skills  through  Training  (BEST)  Initiative 

2.  Launch  the  BEST  Initiative 

>  Commonwealth  Corporation  will  develop  and  document  the  grant  process,  in  consultation 
with  key  stakeholders  and  state  agencies 

>  Participating  agencies  will  sign  MOUs  to  reserve  2002  funds  for  the  BEST  Initiative 

>  Commonwealth  Corporation  will  provide  training  to  LWIBs 

>  Commonwealth  Corporation  will  market  the  Initiative  through  a  promotional  campaign 

3.  Develop  a  set  of  common  definitions  for  workforce  measures  to  create  consistency 
across  programs  and  agencies  (to  be  completed  by  Task  Force's  working  group  on 
Performance  Measures).  A  review  of  the  existing  measures  will  be  completed  by  the  end  of 
the  summer  and  a  working  group  of  Management  Information  Systems  (MIS)  professionals 
across  agencies  will  be  convened  to  identify  data  collection  methods  and  a  strategy  to 
achieve  common  performance  measures.  In  the  Fall  of  2001,  the  state  will  begin  an 
analysis  of  the  IT  systems  on  which  data  are  maintained  for  each  agency.  By  the  end  of  the 
year,  the  working  group  intends  to  formulate  a  common  set  of  measures  and  begin 
developing  reports  to  use  across  the  system.  In  the  Spring  of  2002,  the  system  should  be 
able  to  collect  data  and  generate  performance  measures  across  programs  and  agencies. 

4.  Execute  Memorandum  of  Understanding  (MOU)  to  release  wage  data  from  DOR 

to  DET  for  the  purposes  of  performance  measurement. 

5.  Undertake  a  comprehensive  review  of  federal  regulations  to  identify  areas  where 
waivers  could  improve  the  integration  of  workforce  programs: 

>  Reduce  barriers  to  pooling  funds  from  various  federal  sources  to  enhance  flexibility 

>  Remove  the  pilot  status  on  competitive  One-Stop  Career  Centers 

>  Relax  Employment  Service  restrictions  on  use  of  funds  to  include  skill  training  or  post- 
employment  activities 

>  Accept  common  definitions  of  workforce  measures  across  various  federal  funding  sources 

6.  Continue  review  of  existing  workforce  development  activities  in  conjunction  with 
the  tactical  planning  committee  of  the  SWIB  and  the  Managing  for  Results  Initiative. 

7.  Produce  an  Annual  Report  on  the  workforce  development  system  to  summarize 
activities,  financial  investments  and  outcomes  achieved  by  the  system. 

8.  Appoint  a  working  group  to  develop  a  web  portal  that  coordinates  various  workforce 
development  services  on-line  as  part  of  the  Administration's  e-government  strategy. 
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List  of  Interviews  and  Discussions 

The  following  Individuals  were  interviewed  as  part  of  the  working  group  research  effort: 

Angel  Bermudez,  Director  of  Grantmaking,  Boston  Foundation 

Robert  Bickerton,  Adult  and  Community  Learning  Services,  Massachusetts  Department  of 
Education 

Margo  Blaser,  Director  for  Employment  Services,  Massachusetts  Department  of  Transitional 
Assistance 

Joe  Carlson,  Central  Massachusetts  Central  Labor  Council,  AFL-CIO 

Sue  Folinsbee,  Tri  En  Communications,  Toronto,  Ontario 

Cynthia  Gordan,  Vice  President  &  General  Counsel,  Quaker  Fabrics 

Paul  Harrington,  Northeastern  University,  Center  for  Labor  Market  Studies 

Eric  Haartz,  President  and  CEO,  Haartz  Corporation 

Jack  Healey,  Manufacturing  Extension  Program 

Phil  MacDonald,  Vice  President  for  Human  Resources,  Hazen  Paper  Company 

Joy  McGuirl-Hadley,  Manager,  Employee  Development,  Quaker  Fabrics 

Danieli  Lopasta,  Telcom  USA 

Robert  Mudge,  President-Massachusetts,  Verizon  New  England,  Inc. 

David  Rosen,  Adult  Literacy  Resource  Institute 

Ed  Saunders-Bey,  Assistant  Commissioner  for  Policy  and  Program  Management,  Massachusetts 
Department  of  Transitional  Assistance 

William  Spring,  Vice  President  for  Community  Affairs,  Federal  Reserve  Bank  of  Boston;  Chair,  Youth 
Subcommittee  of  the  Massachusetts  State  Workforce  Investment  Board 

Nancy  Snyder,  Executive  Director,  Boston  Regional  Employment  Board 

Andy  Sum,  Northeastern  University,  Center  for  Labor  Market  Studies 

David  Tibbetts,  Esq. 

Larry  Zabar,  Vice  President,  New  England  Council 

Joe  Zukowski,  Director  of  Public  Relations,  Verizon  New  England,  Inc. 

The  following  list  documents  individuals  that  participated  in  group  discussions  to  provide  ideas  and 
opinions  to  staff  from  the  Commonwealth  Corporation  as  a  part  of  the  working  group  research  effort. 

AFL-CIO  (State  Federation) 

Robert  Haynes,  President,  Massachusetts  AFL-CIO 

Harneen  Chernow,  Director  of  Education  and  Training,  Massachusetts  AFL-CIO 

Kathleen  Cassavant,  Secretary  Treasurer,  Massachusetts  AFL-CIO 

AFL-CIO  (Boston) 

Steven  R.  Sullivan,  Director  of  Education  &  Training,  Teamsters  Local  25 
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Mark  A.  Govoni,  Policy  Director,  UFCW  Local  1445 

Mary  Jo  Connelly,  Research  Associate,  Labor  Resource  Center  UMass  Boston 

Peter  O'Neill,  Director  of  Education,  SEIU  Local  254 

Mike  Fadel,  Director,  Health  Care  Division,  SEIU  Local  285 

Carlos  A.  Gonzalez,  Director  SEIU  Worker  Education  Program 

Associated  Industries  of  Massachusetts 

Rick  Lord,  President,  Associated  Industries  of  Massachusetts 

Brian  Gilmore,  Executive  Vice  President  of  Public  Affairs,  Associated  Industries  of  Massachusetts 

Andre  Mayer,  Senior  Vice  President  for  Communications  and  Research,  Associated  Industries  of 
Massachusetts 

Berkshire  County  Regional  Employment  Board 

John  Lipa,  Director  Human  Resources,  General  Dynamics;  Chairman  BCREB 

Heather  Putnam,  Executive  Director,  Berkshire  Center  REB 

Matthew  Kerwood,  Regional  Director,  MOBD 

Fran  Millard,  Northern  Berkshire  Vocational  Technical  School 

James  Grosman,  Northern  Berkshire  Vocational  Technical  School 

Pat  Carnavale,  Western  Massachusetts  Office  of  the  Governor 

Thomas  Murphy,  Community  Development,  City  of  Pittsfield 

Bill  Mulholland,  Director  of  Economic  Development,  Berkshire  Community  College 

Vicky  Singer,  Project  Manager,  Berkshire  Enterprises 

Michael  R.  Herrick,  Executive  Director,  Berkshire  Works 

Caroline  Morris,  Executive  Director,  Prospect  foundation 

Robert  L.  Adams,  Director  of  Marketing  &  Sales,  Box  Can  Media  LLC 

Albert  Ingegni,  Executive  Director,  Berkshire  Health  Systems 

Sandra  Zink,  President,  Berkshire  Applied  Technology  Council,  Inc. 

Division  of  Employment  and  Training-Workforce  Training  Fund  Senior  Staff 

Jane  Kadlubkiewicz,  Massachusetts  Division  of  Employment  and  Training 
Vincent  Lopes,  Massachusetts  Division  of  Employment  and  Training 

Governor's  Economic  Development  Council,  Workforce  Committee 

Carmel  Shields,  Executive  Vice  President,  Shields  Health  Care  Group 
Alan  Day,  President,  Systems  Employability 
Jack  Troast,  Massachusetts  Department  of  Economic  Development 
Lynn  Greisemer,  University  of  Massachusetts  --  Donahue  Institute 
Karyn  Wilson,  Zefer 

Greater  Boston  Hotel  Employees  Local  26 

Fiona  Ritchie 
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Job  Training  Alliance 

Sarah  Griffin,  Director,  Special  Initiatives 

Serena  Powell,  Director,  Workforce  Development,  Morgan  Memorial  Goodwill  Industries 

Clare  Shepherd,  Learning  Works  Center  Manager 

Joan  Cirillo,  Executive  Director,  Operation  A.B.L.E.  of  Greater  Boston,  Inc. 

Joanne  Pokaski,  Planning  Officer,  Morgan  Memorial  Goodwill  Industries 

Luz  Torres,  Economic  Development  Director,  Jamaica  Plain  Neighborhood  Redevelopment 
Corporation 

Roxanne  Murray,  Manager,  Education  &  Training,  Urban  League  of  Eastern  Massachusetts 

Rosemary  Sullivan,  Director,  Health  Care  Training,  American  Red  Cross 

Mark  Gyurina,  Director,  Skills  Training,  Jewish  Vocational  Services 

Larry  Elgart,  Marketing  Manager,  Jobs  For  Youth 

Margaret  King  Van  Doyne,  Executive  Director,  One  With  One,  Inc. 

Willard  Pinn,  Director,  YMCA  of  Grater  Boston,  Training,  Inc. 

Lisa  Krutiak,  Program  Coordinator,  Corporation  For  Public  Management 

Susan  Walling,  Director,  Allied  Health  Certificate  Program,  Bunker  Hill  Community  College 

Valina  Jackson,  Executive  Director,  Boston  workforce  Development  Coalition 

Karen  Fox,  Instructor,  One  With  One,  Inc. 

Massachusetts  Association  of  Workforce  Investment  Boards 

Arthur  Chillingirian,  Lower  Merrimack  Workforce  Investment  Board 

Mary  Sarris,  Southern  Essex  Workforce  Investment  Board 

Sylvia  Beville,  Metro  Southwest  Regional  Employment  Board 

Mike  Yunitz,  Chair,  Workforce  Board  Association 

John  Lipa,  Chairman,  Berkshire  Regional  Employment  Board 

Don  Gillis,  Executive  Director,  Workforce  Board  Association 

Bill  Ward,  Hampden  County  Regional  Employment  Board 

Nancy  Brown,  MetroNorth  Workforce  Investment  Board 

Bonnie  Coughlin,  Chair,  Bristol  County  Workforce  Investment  Board 

Massachusetts  Biotechnology  Council 

Janice  Bourque,  President,  Massachusetts  Biotechnology  Council 

Cora  Beth  Abel,  Education  Director,  Massachusetts  Biotechnology  Council 

H.  Michael  Koplove,  Vice  President,  Genetics  Institute  Manufacturing 

David  McLachlan,  Genzyme  Corporation 

Mark  Trusheim,  Co-President  &  COO,  Cereon  Genomics,  LLC 

Massachusetts  Community  College  Presidents  Council 

David  Hartleb,  President,  Northern  Essex  Community  College 

Dan  Asquino,  President,  Mt.  Wachusett  Community  College 

Carole  Cowan,  President,  Middlesex  Community  College 

Jan  Motta,  Executive  Director,  Massachusetts  Community  Colleges  Executive  Office 
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Massachusetts  High  Technology  Council 

George  Lead,  Training  &  Development  Consultant,  Analog  Devices 
Anne  Pol,  Senior  Vice  President,  Thermo  Electron 
Thomas  J.  Krisoph,  Director,  Development  &  Training,  PRI  Automotion 
Marsha  Terrelonge,  Senior  Human  Resources  Consultant,  Analog  Devices 
Patricia  Bourett,  Senior  Human  Resources  Consultant,  Analog  Devices 

Massachusetts  Institute  for  a  New  Commonwealth  (MassINC.) 

Tripp  Jones,  Executive  Director,  Massachusetts  Institute  for  a  New  Commonwealth 

Joanne  Appleton  Arnaud,  Executive  Director,  Boston  Adult  Literacy  Fund 

Lourdene  Huhra,  Executive  Dean,  Bunker  Hill  Community  College 
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APPENDIX  D 


Supply  and  Demand  for  Adult  Basic  Education  (ABE)  and  English  for  Speakers  of  Other  Languages  (ESOL) 
classes  in  Massachusetts 


SUPPLY 

The  supply  of  ESOL  and  ABE  instruction  sponsored  by  the  State  in  fiscal  year  2001  is  depicted  by  the  bar 
graph  below.  The  supply  of  services  is  based  on  the  number  of  seats  available  to  participants  in 
programs  across  Massachusetts.  In  fiscal  year  2001,  25,420  individuals  attended  ESOL  and  ABE  classes. 


Fiscal  Year  2001 

ESOL  and  ABE  Participation  Rates  by  Age  Category 
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Source:  The  Adult  Community  Learning  Services,  a  division  of  the  Department  of  Education. 

DEMAND 

Although  there  are  several  ways  to  estimate  the  demand  for  ABE  and  ESOL  services  in  Massachusetts, 
the  total  number  of  individuals  registered  for  classes  combined  with  the  number  on  the  waiting  list 
describes  the  "active  demand"  for  services,  or  the  population  of  adults  who  have  identified  a  need  for 
services  in  a  given  year.  This  is  a  conservative  estimate  of  the  demand  for  services  since  it  does  not 
include  those  adults  who  lack  a  high  school  diploma  or  have  low  literacy  and  numeracy  skills  but  have  not 
registered  state  sponsored  classes.  According  to  the  Adult  Community  Learning  Services  (ACLS)  division 
of  the  Department  of  Education,  there  were  25,420  students  enrolled  in  classes  in  FY01  and  13,299 
individuals  waiting  to  enter  classes  as  of  January  25th  2001  for  a  total  of  38,719  individuals. 

The  "active  demand"  of  38,719  (about  40,000)  in  FY01  is  in  addition  to  a  larger  group  of  individuals 
referred  to  as  "latent  demand"  -  the  Massachusetts  Institute  for  a  New  Commonwealth  estimates  that 
there  are  approximately  180,000  Massachusetts  adults  functioning  at  NALS  Levels  1  and  2  who  need  to 
strengthen  their  basic  skills  but  have  not  yet  taken  the  step  to  sign  up  for  ABE  classes. 
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